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' EXECUTIVE SUMMARY

The objectives and scope of this phase of the CIA Compen-
sation Study were to examine the overseas pay and position
classification practices of the Agency from a total compen-
sation point of view and to guantitatively assess the pay
comparability of key positions within the overseas intelligence
community. In order to accomplish this task, two teams of two
consultants each, accompanied by representatives of CIA and

NSA, spent most of the month of November in the overseas field

where they interviewed, employees at 25X1

[:::::]sites. These interviews, which included positions in 25%1
four major occupational areas and commeon ameng the three major
"community" agencies (State, NSA, and CIA) were comprehensive

and provided the factual basis for subsequent job evaluations

and marketplace pay analysis,

TPF&C utilized a position evaluation methodology to quanti- !
tatively assess CIA job comparability with the rest of the
overseas intelligence community. TPF&C chose the Factor Evalu-
ation System (FES) developed by the U.S, Office of Personnel
Management. While TPF&C does not believe the use of FES 1s the
best method for evaluating CIA positions, (and highlights !
several of the shortcomings in the report), the method was

employed for this study since it is widely used, understood and

1
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accepted in the Federal sector and could afford consistent com-
parisons across all community agencies., TPF&C did not attempt
to validate the FS/GS linkage established by the Foreign Service

Act of 1980, but rather to gquantitatively evaluate the compara-

tive value ©of the four benchmark positions studied.

In keeping with the total compensation approach, TPF&C also
compared CIA overseas allowances and benefits with those of the
other agencies and the private sector. In addition, TPF&C com-
pared rates of pay for the benchmark positions with positions
in the private sector which require similar skills., This
analysis was affected, however, by the uniqueness of many of the

positions in the intelligence community. [:::

The overseas interviews disclosed both attributes of the
work force and concerns on the part of employees regarding pay
and other matters. Attributes included: a strong sense of
patriotism among the employees; a belief that they were doing a
job "worth doing"; little interest in leaving Federal/Agency
employment; and an interest in living and traveling overseas.
Pay concerns included: lack of comparability with State posi-

tions; frustration with being compared to other GS employees;

and, as perceived by some, slow career progression.

TPF&C concludes that higher pay for CIA and NSA overseas

employees is warranted as the analysis shows that differences

ii
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in rates of pay do exist for comparable levels of work and

recommends that the existing CIA 9.6% differential be extended

pending additional review of the overall Agency pay system.

Upon completion of its Agency-wide pay review, TPF&C may
recommend that the Agency exercise its prerogative to either
establish a new overseas or Agency-wide pay system in order to

facilitate the difficult job of recruiting, retaining and moti-

vating employees engaged in performing unigque missions.

Other recommendations contained in the overseas report
include: considering a simpler and more relevant evaluation
system; improving communications of existing employee benefits;

and, increasing cooperation among personnel components of the

intelligence community agencies.

iii
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I. INTRODUCTION

Developing compensation strategies which will attract,
retain and motivate employees are continuing sources of
concern to all employers. No employer, 1including the
Federal government, is exempt from the need to examine the
impact of its pay philosophy and practices upon the morale,
efficiency and productivity of its work force. Within the

Federal government, compensation concerns are compounded by:

o the high visibility of Federal pay levels;
o the use of different salary systems to compensate

and compare salary rates for employees who are

working for the same employer,

o the differences in statutory authority for different
agencies to set rates of pay; and

o the relative inflexibility of the Federal pay system
to meet changes in the marketplace and the long peried
of time required to develop, approve, and implement

changes in the Federal pay structures.

Compounding the pay problem for the Federal Govern-
ment 1is the fact that several government agencies working

in the same arena of foreign affairs compensate their em-

ployees using different systems of pay and benefits.

S ECRET
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A, BACKGROUND

The situation was further compounded in April 1980 with
the passage of the Foreign Service Act (FSA) of 1980. While
the FSA remedied a number of problems, it exacerbated others.
Of particular concern is the issue of dissimilar pay rates for

work that is perceived by agencies and employees to be of

equal (or better) value to the United States Government.

Agencies, such as the Central Intelligence Agency (CIA),
believe that the work performed by their employees overseas
is at least of equal wvalue to their employer, the U.S. Govern-

ment, and therefore, should be compensated as well as that of

the Foreign Service.[::::]

The CIA believes that all overseas employers in the
Federal Government face similar difficulties in stationing

personnel overseas because of the decreasing attractiveness of

service abroad due to:

0 increased terrorist activities and risk to personal
and physical security;

o 1increased numbers of working spouses;

0 increased inflation and changes in the value of the
dollar:

0 greater emphasis by employees on the “gquality of work

life"; and

2
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o decreased perquisites and benefits afforded to

overseas Federal employees.

In response to a perceived need to maintain equity and
morale within the foreign affairs community of the U.S.
Government, the CIA instituted a 9.6% special pay raise for
all of its overseas personnel in April 1981. This pay in-

crease was to apply to "overseas" duty only, would lapse

upon an employees return to the U.S.; and was in addition to

the General Schedule increase.

B. SPECIAL STUDY

Congress, as part of its oversight responsibility,
requested that prior to any such pay adjustment becoming
permanent that documentation be provided as to the need and
appropriateness of this action. Furthermore, Congress re-
quested that the analysis be conducted on an Intelligence
Community-wide basis, 1i.e., Central Intelligence Agency.
National Security Agency (NSA) and Defense Intelligence Agency
({DIA). To enhance the documentation and to add third-party
objectivity to the study, the CIA retained Towers, Perrin,
Forster and Crosby (TPF&C), an international management
consulting firm specializing 1n human resource consulting,

to analyze and comment upon the problem of pay relationships.

TPF&C was retained in September, 1981 to:

S ECRET
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o review and analyze both overseas and domestic pay
practices;

© identify any existing compensation problems; and
if appropriate

© 1identify and recommend options for modifying the

existing compensation systems.
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The conduct of the overseas portion of the assignment
consisted of a series of steps: 25X1

o obtaining and reviewing background information;

o receiving briefings and conducting background inter-
views;

o participating in the selection of overseas benchmark

positions and locations;

o conducting on-site audits and evaluating overseas
positions;

o ©pricing tne benchmark position in the marketplace;

o researching and analyzing special benefits and al-
lowance practices; and

o preparing an interim report documenting the overseas !

portion of the study, our findings and recommendations, |

This report documents our findings. It is divided into
six sections. Section II contains TPF&C’ s interview analysis
and findings. Section III documents the position evaluation

methodology which was used and the evaluation results.
Section IV contains a marketplace pay analysis of the bench-

mark positions. Section V provides an analysis of the allowance

S ECRET
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and special benefits offered to the overseas community. Section

VI contains TPF&C’ s conclusions and recommendations.
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II. INTERVIEW ANALYSIS AND SUMMARY

This section of the report will explain the background,
conduct and findings of the interview phase of the overseas
portion of the study. We received excellent cooperation from

the participating agencies during both the domestic background

briefings and the foreign site visits. 25X1

A, BACKGROUND BRIEFINGS

‘ In preparation for the overseas interviews, CIA, State,
‘ and NSA provided TPF&C with an extensive series of briefings;

21 briefings were conducted in total. The purpose of the

briefings was to ensure that TPF&C understocd the: 125X1

confidentiality of the work being conducted;

\
\
o operational environments of the agencies involved;
o basic position responsibilities and requirements;

|

|
‘ o terminology, personnel practices and personnel
related problems of each agency; and

o agencies’ perspective on pay comparability issues.

| B. CONDUCT OF THE INTERVIEWS

25X1

25X1
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The purpose of the interviews was to "audit" each bench-
mark position, document compensation issues of common concern,
and obtain the information necessary for subseguent evaluation
of the positions. All interviews were conducted in secure
surroundings by TPF&C, and the agency personnel accompanying
the teams were available to respond to guestions or to provide
clarifying information. The interviews followed a standard-

ized interview format using the guide shown as Appendix A. At

We found for many interviewees, that this was their first
opportunity to talk about their work with an "outsider."
After initial concerns about security clearances were resoclved,
interviewees appeared to welcome the opportunity to discuss their

jobs. We received full cooperation at each post and from all

interviewees,

5 ECRET
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: C. JOB RESPONSIBILITIES

‘ In order to highlight our understanding cf the unigue
‘ features of each position in each agency, we summarized our
findings on Exhibit B. The exhibit is intended to highlight

aspects of position responsibilites without having to resort

to the development of lengthy position descriptions. 25X1

D. BACKGROUND AND CAREER PLANS

} To highlight our understanding of the packground and
|

career plans of the interviewees, we prepared Exhibit C.

Common to all the positions were the following attributes:

o a strong sense of patriotism among those interviewed;
o a belief that they were doing a job "worth doing";
little interest in leaving Federal/agency employment;
and,
o an interest in living and traveling overseas.
E. PaY RELATED PROBLEMS
There were a number of general concerns that were I
pervasive throughout the overseas community. They are: 25X1

o The Pay Cap - frustration with a cap on the pay of

senior c¢ivilians. Although this has been alleviated to
some extent by the recent action of Congress, provid-
ing adequate pay levels to attract, retain and moti-

vate senior Federal officials will be a continuing

S ECRET
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ITI. POSITION EVALUATION METHODOLOGY AND FINDINGS

A. BACKGROUND
The purpose of any job evaluation system is to assist an
organization in identifying the relative internal value of its

positions in relationship to each other. That is, a job eval-

vation system 1is used to determine, based upon an organization’

S

value system, which positions are worth more to the organization

and therefore, by implication, should receive greater compen-

sation.

The major drawback to any job evaluation system is that
it is inherently subijective. The factors chosen to identify
the relative value of positions reflect value judgments by the

persons developing the system. The weighting of the factors

also reflect what an organization chooses to reward.

Most job evaluation systems in their effort to focus upon
the assigned work of the position are designed to ignore the
marketplace and the impact of individual performance upon the

evaluated position. These concerns are dealt with via special

salary structures and performance appraisal systems.

B. METHCDOLOGY

For purposes of this assignment, TPF&( chose to evalu-

ate the benchmark positions by making two assumptions:

l. The Federal Government could be regarded as a single

employer with a single value system which could be applied to

all positions in all agencies.

21
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2. It 1s preferable to use an established job evaluatiocn

system reflecting previously established factors and weights

rather than to develop a new system whose credibility has not

]
o1
>
—

been tested,.

Therefore, even though there proved to be limitations we

chose to use the Factor Evaluation System developed by the U.S.

Office of Personnel Management., We evaluated each position

using the Primary Factor Evaluation System Standard. A copy of

N
(4]
ped
—

the Primary Standard is provided in Appendix B.

We used the following job evaluation process:

N
a1

Al T I U B a MR BN BN I W

0o Prior to the interviews
- reviewed position desgriptions and background
materials;: and
- studied the position standards.

o During the interviews

- obtained specific information from position in-

cumbents in order to evaluate specific positions.
o After completion of the interviews

- completed a "first impressions" evaluation of each
position using the primary standard and the Eval-
uation Summary sheet shown in Appendix C;

-~ met as a team to review interview notes, compare
impressions and talk through differences in inter-
pretation of the standards, and their relevance to
the data we had obtained; and

22
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- agreed to use the weighted average

each position at each grade level,.

this analysis are presented later

of our collective

evaluations as the representative evaluation for

(The results of

in this section.)

25X1

25X1

25X1

25X1

25X1
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IV. MARKETPLACE PAY ANALYSIS OF BENCHMARK POSITIONS

An important aspect of compensation analysis is to assess
the relative value of position responsibilities in the market-
place, i.e., to determine a competitive marketplace pay or
"going rate." This section of the report describes the back-
ground for making such comparisons, identifies the selection of

benchmark or representative positions, and analyzes TPF&C’s

findings.

A. BACKGROUND

The purpose of marketplace pricing is to compare pay
rates for similar positions in similar industries doing es-
sentially the same work. Marketplace pay analysis is a tech-
nigue used often in compensation studies to identify human
resource problems which are pay-related. The key to the
analysis is that the positions compared are truly benchmarks,
i.e., positions which are common in a variety of organizations.
Thus, benchmark positions are compared on the basis of similar
duties and responsibilities, similar organizations, and similar

skills required. [:::]

Making comparisons between public sector and private

sector pay practices, particularly with regard to pay rates, is
somewhat precarious. Both the nature of the work involved and
the work environment 1itself differ. Some positions, for

example a secretary, a budget analyst, or a chief financial

54
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officer, are straightforward and relatively easy to compare.
Others, which are unique to one environment or another, such
as a political officer or a sales representative are more
difficult to compare and, thus, require greater judgment to
identify an appropriate comparison. The comparison sometimes
has to be based upon an analysis of the skills regquired to

perform the work rather than the actual duties of the position

N
9]
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itself.

For the purposes of this study, we focused our market-
place pricing on the four benchmark positions which we have
examined throughout this assignment: the line officer, the
administrative officer, the communications support officer,

and the secretary. We matched each of these positions to a

N
a1

private sector position based upon:

0 the duties and responsibilities of the position;

0 the types of skills, knowledges, and abilities re-

guired;

¢ the experience required;

0 the results expected; andgd

o the position title.
In making the matches, we relied extensively upon our

understanding of the Federal positions gained through the

6u
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interviews and our knowledge of private

sector positions

‘ gained 1n other consulting work. 2§X1
Finally, we have utilized total cash compensation where
appropriate. Total cash compensation is the sum of salary
‘ plus 1ncentive, bonus, commission or o¢other direct cash ‘
I
i payments. 25X1
25X1
25X1
25X1
25X1
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| C. ANALYSIS
|

i The sources of salary data which were used are shown as
!

Exhibit J. The resultant benchmark pricing is shown in

Exhibit K.

Marketplace salary rates represent pay levels for fully E
competent, experienced performance in a position. The rate

for new-hires in a position are normally lower than that shown

|

|
by a marketplace rate. 25X1

|

For purposes of the analysis, we compared the private
sector marketplace pay rate with the midpoint of the posi-

tion’'s GS or FS pay range, using the appropriate pay scale

and grade. 2§X1

A comparison of the Federal salary midpoints with private

sector rates shows that overall the Federal structure is set
to pay competively with the marketplace. TPF&C defines

competitive pay as being within plus or minus 10% of the

developed marketplace rate. 25X1

Thus, our analysis shows that the Federal salary structure,

65
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using the four benchmark positions as a means of comparison,
is set to pay competitively on-average with the private
sector. This is not to imply, however that the positions
which we analyzed were correctly classified. Positions such
as communications specialists may be overgraded simply in
order to meet-the-market. Overgrading occurs most often for
positions which require skills which can be readily trans-
ferred into the private sector and are in demand. This is

also not to imply that Federal employees working overseas

are being paid competitively with private sector employees

working overseas.

To make such a comparison we need to look at one other
variable; namely, special overseas allowances and bpbenefits.
The marketplace data presented thus far in this report have
been for U.S. based employees only and does not include the
special allowances and benefits which are typically provided
to private sector employees serving overseas. Since these
allowances and benefits tend to be significant in amount
and to some extent differ between the public and private

sectors, the next section of this report is devoted to them.

66
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| INTERVIEW GUIDE

Position Title: location:
Organization: Position Grade Level: I
Incumbent : Date:

I. Your Job

1. Describe the main purpose of your job.

2. what are your actual duties and responsibilities? (provide exarples)

3. To whan do you report?

4. What type of review and direction are you given?

5. Which position(s), if any, report to you?

6. what type of review and direction, if any, do you provide?

7. what are the financial or budgetary responsibilities of your position?

8. Do you plan, contrcl, or monitor expenditures?

9. Cament on your working enviromment {(physical demands, hazards, etc.)

10. In what ways does your job influence your life style? (cpportunities for recreation, social
activities, hobbies, etec.)

11. With what types of jobs and for what purposes does your job require contact? (Mention most
regular contacts first).
a., Within the Organization b. Outside the Qrganization

Type/Title Purpose Type/Title Purpose

12. How does your job influence the success/failure of your organization? (give some examples).
13, Compare or contrast your job with the nearest equivalent

- in other career services

i - in other agencies of the community

-~ in other agencies of the Federal government
- in the private sector

11. Your Backgrouwd

14. How much formal education should sameone have in order to be able to do your job successfully?
15. what kinds of experience would sameone need to be able to do your job effectively?

o source of experience

o length of experience

| 16. What skills are most important in deoing your job?
17. Mention other requisites of your job.

III. Your Career

18. what are your own career plans?

19. vhat makes your job difficult?

20, what helps to facilitate the job you do?

21. What is your overall attitude toward your job and your career?
22. Describe staff morale in general.

vV, Your Pay

23. Describe the adequacy of the overall pay program.

adequacy of G.S, salary schedule

actual pay (too high, too low, just akbout right - why?)
benefits (inadequate, generous, adequate - why?)
allowances (inadequate, generous, adequate - why?)
other

24, what factors have the most important impact on your pay?

0O0CO0OO

o 1i.e., experience, education, supervisory responsibility, geographic location, etc.
25. Do you think there are any inequities in the pay program?

pay campression?

positions that should be ranked higher?
positions that should be ranked lower?
geographic differentials?

other differentials?

o000

V. Additional Conments

November, 1981
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POSITION-CLASSIFICATION STARDARDS

PRIMARY STANDARD

The Primary Standard serves as a “standard-for-standards” for the
Factor Evaluation System (FES). Factor-level descriptions for position
classification standards are point-rated against the Primary Standard.
Thus, it serves as a basic tool for maintaining alignment across occupa-
tions.

The Primary Standard has descriptions of each of the nine FES factors
and the levels within each factor as well as the pofat values appropriate
for each level. The nine factors are:

Factor 1, Knowledge Required by the Position
Factor 2, Supervisory Controls

Factor 3, Guidelines

Factor 4, Complexity

Factor 5, Scope and Effect

Factor 6, Personal Contacts

Factor 7, Purpose of Contacts

Factor 8, Physical Demands

Factor 9, Work Environment

Also included in the Primary Standard is a master grade conversion
table showing the total point ranges (based on sets of complete factors)
for grades GS-1 through GS-15.
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UNITED STATES CIVIL SERVICE COMMISSION

Factor 1, Knowledge Required by the Position (Cont'd)
Level 1-6 950 points

Knowledge of the principles, concepts, and methodology of a profes-
sional or administrative occupation as described at Level 1-5 which has
been either: (a) supplemented by skill gained through job experience to
permit independent performance of recurring assignments, or (b) sup-
plemented by expanded professional or administrative knowledge
gained through relevant graduate study or experience, which has provid-
ed skill in carrying out assignments, operations, and procedures in the
occupation which are significantly more difficult and complex than
those covered by Level 1-5;

OR

Practical knowledge of a wide range of technical methods, principles,
and practices similar to a narrow area of a professional field, and skill in
applying this knowledge to such assignments as the design and planning
of difficult, but well-precedented projects;

OR
Eguivalent knowledge and skill.
Level 1-7 1250 points

Knowledge of a wide range of concepts, principles, and practices in a
professional or administrative occupation, such as would be gained
through extended graduate study or experience, and skill in applying
this knowledge to difficult and complex work assignments,

OR

A comprehensive, intensive, practical knowledge of a technical field
and skill in applying this knowledge to the development of new meth-
ods, approaches, or procedures;

OR
Equivalent knowledge and skill.
Level 1-8 1550 paints
Mastery of a professional or administrative field to:

—Apply experimental theories and new developments to problems not
susceptible to treatment by accepted methods;

OR

POSITION-CLASSIFICATION STANDARDS

Factor 1, Knowledge Required by the Position (Cont'd)

—Make decisions or recommendations significantly changing, inter-
preting, or developing important public policies or programs;

OR
Equivalent skill and knowledge.
Level 1-9 1850 points

Mastery of a professional field to generate and develop new hypothe-
ses and theories;

OR
Equivalent knowledge and skill.

TS27
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UNITED STATES CIVIL SERVICE COMMISSION

FACTOR 2, SUPERVISORY CONTROLS

“Supervisory Controls” covers the nature and extent of direct or indi-
rect controls exercised by the supervisor, the employee's responsibility,
and the review of completed work. Controls are exercised by the supervi-
sor in the way assignments are made, instructions are given to the em-
ployee, priorities and deadlines are set, and objectives and boundaries
are defined. Responsibility of the employee depends upon the extent to
which the employee is expected to develop the sequence and timing of
various aspects of the work, to modify or recommend modification of in-
structions, and to participate in establishing priorities and defining ob-
jectives. The degree of review of completed work depends upon the na-
ture and extent of the review, e.g., close and detailed review of each
phase of the assignment; detailed review of the finished assignment;
spot-check of finished work for accuracy; or review only for adherence to
policy.

Level 2-1 25 points

For both one-of-a-kind and repetitive tasks the supervisor makes spe-
cific assignments that are accompanied by clear, detailed, and specific
instructions.

The employee works as instructed and consults with the supervisor as
needed on all matters not specifically covered in the original instructions
or guidelines.

For all positions the work is closely controlled. For some positions, the
control is through the structured nature of the work itself; for others, it
may be controlled by the circumstances in which it is performed. In some
situations, the supervisor maintains control through review of the work
which may include checking progress or reviewing completed work for
accuracy, adequacy, and adherence to instructions and estahlished pro-
cedures.

POSITION-CLASSIFICATION STANDARDS

Factor 2, Supervisory Controls (Cont'd)
Level 2-2 125 points

The supervisor provides continuing or individual assignments by indi-
cating generally what is to be done, limitations, quality and quantity ex-
pected, deadlines, and priority of assignments. The supervisor provides
additional, specific instructions for new, difficult, or unusual assign-
ments including suggested work methods or advice on source material
available,

The employee uses initiative in carrying out recurring assignments in-
dependently without specific instruction, but refers deviations, prob-
lems, and unfamiliar situations not covered by instructions to the super-
visor for decision or help.

The supervisor assures that finished work and methods used are tech-
nically accurate and in compliance with instructions or established pro-
cedures. Review of the work increases with more difficult assignments if
the employee has not previously performed similar assignmenta.

Level 2-3 275 points

The supervisor makes assignments by defining objectives, priorities,
and deadlines; and assists employee with unusual situations which do
not have clear precedents.

The employee plans and carries out the successive steps and handles
problems and deviations in the work assignment in accordance with in-
structions, policies, previous training, or accepted practices in the occu-
pation.

Completed work is usually evaluated for technical soundness, appro-

priateness, and conformity to policy and requirements, The methods
used in arriving at the end results are not usually reviewed in detail.

Level 2-4 450 points

The supervisor sets the overall objectives and resources available. The
employee and supervisor, in consultation, develop the deadlines, proj-
ects, and work to be done,

At this level, the employee, having developed expertise in the line of
work, is responsible for planning and carrying out the assignment; re-
solving most of the conflicts which arise; coordinating the work with
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UNITED STATES CIVIL SERVICE COMMISSION

FACTOR EVALUATION SYSTEM
GRADE CONVERSION TABLE
GS Grade Range
1 190-250
255-450
3 455-650
4 655-850
5 855-1100
6 1105-1350
7 1355-1600
8 1605-1850
9 1855-2100
10 2105-2350
11 2355-2750
12 2755-3150
13 3155-3600
14 3605-4050
15 4055-up
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APPENDIX C

Position: Location:
Organization: Position Grade Level:
Incumbent : Date:
FACTOR EVALUATION SYSTEM
Evaluation Matrix
Degrees
Factors 1 2 3 4 5 6 7 B

1. Knowledge
2. Superviscry Controls
3. Guidelines
4. Camplexity
5. Scope ard Effect
6. Persconal Contacts
7. Purpose of Contacts
8. Physical Demards

. Work Envirorment

November, 1981

113 Tl)l:w&(w RTUETRTETN ey
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